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St this exhibit Is to aecosflpaoy ths reply to Oensral Erskins, I strongly 
ysoononfid revision of Section* I sad XI os indicated belov. 

lection X is asset unboeoaingly phrased. It explicitly damns ths 
previous administration (of ATSA) sad deliberately pots ths present 
Director (vho is speaking In ths first parson) on ths back. While 
ths Statements rosy bs quits true, 1 fssl that ths contrasts between 
Sdoinlstrat Iona should at vonrt bs lsplied rather than pointed out, 
SSd St best should bs Inferred from the straight facts, with no 
iqplieatlons. 

Section H as currently written does not support ths policy 
Statement* contained la subparagraph 3ft of ths draft letter. It 
eould well be replaced by a staple list at the four charts C-l 
through C-4. 



J. 8. BOUVXCK 
Captain, 03 Navy 
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"The Coanltte* c&n sdvl** without qualification that ccamunlcatinna 
intelligence ha* bean In th* past, and at ill it, of vital importance to tha 
Government . There au a tendency on the part of certain vitaaseee from tha 
thrto Service* to tsphaslEO that its primry Importance is * Mili ta r y*, and 
that tha primary Justification for our great CONUfT effort should he to 
furnish the three Services with intelligence which Is necessary in connection 
with the conduct of a war and in preparing to neat attack if a war starts. When 
one considers the fact that in the past neat of the epecacular exaaplea of 
its success have been directly connected with our Military effort, this view 
is not surprising. On the other hand, there is no question in the Comities ' a 
nind that at this stage of our country's history ecaewml oat ions intelligence 
is also of primary importance to the successful operations of certain of the 
Civilian agencies, particularly the State Department, the Central Intelligence 
Agency and the federal Bureau of Investigation . These civilian agencies today 
play a vital part in t ha n ational security of the United States, and it Is 
apparent to us that OOMUSTP has an essential part in our entire effort to preheat 
that security and not only in that large part of the effort which is th e dir ect respon- 
sibility of the Military Service*. Thin principle should govern our COMUTT 
Organisation to a greater extent In the future than it has in the past. 

"Information Obtained through COKDJT is of importance in a nunber of 
ways, hut it is not too such of an oversimplification to divide its importance 
into two main categories. The first of these relates to the direct support of 
our military units in the field through comunloetlon* intelligence pertaining 
to order-or-battle, Movements of the an any, eneay plana and intentions, and so 
forth. The second includes the Xosger-rang* military information, and intel- 
ligence relating to diplomatic, political, economic and scientific natters. 

While tha two interlock, tha forner is unquestiooahly of primary Importance 
to the Services and is indispensable to them. The latter is of importance to 
the Service* and the civilian agencies alike. The two-fold characteristic of 
the finished product Is the source of one of the difficulties in the organisation 
Of a central eoamunicatione intelligence effort. Tha difficulty ie compounded 
by the fact that, although It is possible to separate to the extent indicated the 
use Of the finished product, it is net at all possible to segregate to an equal 
extent the functions of collecting and processing the Material which is the 
source of the information. Some inf comet ion in the first category can be 
detained directly at a forward intercept station. Other such Information, very 
probably of even greater importance, can be obtained only by compiling at 
AfBA itself all the bite and placet derived from all OOMXV7 sources, and by 
using the complicated cxyptanalytlo Machinery located at AAA. This is but 
Oh* of the factors that leads us to the conclusion that PGMXRT is a national re- 
sponsibility (as distinct from the responsibility of say particular Service, de- 
partment or agency) and that as a consequence tha activity most be so managed 
<M organised as to exploit all available intelligence resources in the partial - 
ptting departments and agencies in order to Obtain tha cptinum results for 
each and for th* Government as a whole." 
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"Below the directorate leval, senior positions should be f Iliad by individ- 
uals, whether officer at civilian, who bar* a career later* »t la tha field at 
CCUSamieatlans intelligence- Va da sat believe that these position* ahoulfl. 
be liadltad to civilian*, becauae aa ere iag>re**«d by tha testimony given by 
may witnesses a* ta the importance at familiarising tha Barrie* organi- 
sation* la tha field with AIBA organisation and operation* by rotating officer* 
front AfSA Into field poaltlcm* and than back again. Al*o, tha lone experience 
of *ar*ral Bavy officer* i* one of the groat aetata of tha activity today. On 
the other head, it vould be a major alataka to limit tha aanlor poaltion* to 
Officer*, bacau** it 1 * of tha graataat importance to encourage ciri liana to 
dkka oaraar* la tha CXNXtPT field by clear demonstration that aanlor 
poaltion* will bo available to thee if their talent* aarlt promotions. " 
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* V* are more concarnad orar tha fact that tha present top level control 
«f Affix 1* in a t hr** -heeded group, each menber of which often ha* In mind 
the intarasta of hia own Service, than by the fact that tha group 1* Military. 
Although it ia our opinion that the l$h9 experiment whereby AfSA waa placed 
under the Joint Chief* of Staff should ha terminated, we would not adopt tha 
plan urged on u* by same witnesses that, following the British precedent, it 
Should be placed directly under a civilian agency, such as tha Central Intelll- 
» ace Agency. We reach thi* conclusion not so much on tha theory that the 
CC4CMT product ia more important to the Service* than to tha civilian agencies 
SS because (l) tha Service* are practically tha sola collector* and trana- 
fllttar* of th* raw intercepted Material, gad (S) tha product la uaad to *o 
important an extant la eoatoat activities in tin* of ear a* to dictate the desir- 
ability of preserving llaa* of eomaand through eatahllohed dafanae channels. 

V* have received no convincing evidence that it is necessary to put AfSA out- 
side the Defense establishment in order to assure that the needs of civilian 
agencies era proparly taken car* of." 
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"Qrcater aivillanlaatlon, according to 6CA0, is absolutely necessary In 
that branch «f AfSA which is charged with the conduct of technical research. 
Many scientists and aathanatlcian* In recent years have felt the appeal of 
the importance and mystery of the OOKTHT effort, only to draw away upon 
developing closer contact because they have felt it impossible or frustrating 
(whether rightly or wrongly makes little difference) to work within the mili- 
tary hierarchy.' 
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paraphrased extracts from a paper 
by the BOH. H. STRUVE HSNSSI* 

(Substitutions ia tha original article indicated by cancellation of original vord(s), 
t Ui&ar linlng of vord(s) substituted) 

The fundamental principles, which must ho identified and appreciated before 
any start can he nedo on the organisation chart, are i 

(l) Civilian Military control nay be of two kind* — active cor passive — 
ud each hiwd requires an entirely different type of organisational structure. 

(e) Military decisions cannot ha separated from civilian decisions* 

* * * 

Under tbs passive concept, while civilians military officers do hold the 
highest positions and "influence," the military civilians really control. 

A few civilian e officers at the top have the power to decide! they outrank all 
military~e£#ieere civilians and can. If they so desire, take coenand. But It 
Is deseed irrelevant whether they actually do decide as long as the eivilien 
w^Ht-fawv signature is the final word. Bines these civilians military off tears 
ST# more interested to know what has hson decided than to have the data needed 
to wake decisions, the feet that all the information they receive cooes through 
a Single military civilian channel Makes no difference. 

Such a system cannot work without a military civi li an chief to sit in the 
center of the web — immediately below the civilians military but above all the 
others. Through this single military -eemwa nd ar civilian head ell information 
passes up and all orders pass down. Ths military civilian chief must and 
does "run" the department > sgency . The civilian~8efreteriee top military officers 
ire thus more like a board of directors than top executives* 

♦ * * 



On the other head, the active concept ia that, if they really wish to 
control, civilians the military oust participate actively in the daily business 
of the department aaency . They oust have not only the power to decide but also 

* HARVARD BUSINESS REVIEW - January-February 1954, Vol. 32, No. 1 ^ 
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the ability to deeids ioiepen&ently and Intelligently •* that i»» on th* besie 
of thoroughly informed judgment. there la no place u a & sr thl* concept for a 
single UUtoy-Wiilw civ il i an chief vlth power to "run" the department ggsgSK * 
She siviiias-ieeretary adlltary Director does the "running," and any military 
jgirllias hand la only one of several top adviser* and consultants. 

* # *, 

t% la readily apparent why a eiloiee must be mafic between theao two concept* 

Of civilian adlltary control. They are ml leu apart in philosophy, principle, and 
inplervmtatlon. They demand quite different type# of personnel In the key 
posit lone. ... And Just as civilian gdlltaiy control cannot be part active and 
part passive, organizations must follow one pattern or the other. 

* a * 

« * . there still remains a forceful body of thought In favor of the passive 
concept. It' is a workable approach *■«■ or at least it has worked In the past. 

It offers an antidote for the weak-eivlliaa-Seeretary inexperienced military 
Director . It also offers soma cure for the lack of continuity in office of 
the civilians military . It has considerable appeal to mny in the career military 
< jfivi^ service. 

* # * 



Hot only la there much ware to war the cryptologic business than any tingle 
Specialist skill) it la also clear that all the necessary specialised knowledge 
and experience sust be blended into a Single decision by "generalists" rather 
than by "specialists." And the expression* of specialist opinion must flow to 
the generalists unimpeded by any military civilian or other specialist filter*. 

The favorite justification for having a specialist a* top executive Is 
the assumption that, unless he hae a "personal wealth of Military cryptologic 
sspsrionco" and "continuity of office, " a per ton will not be capable of inter- 



situations or of making the proper decisions. Yet 
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eetsasrclal mod industrial experience hum indicated that it it far norm satisfactory 
for the top executive to 1 m « generalist . 

* * * 

Mon with a "personal wealth of military cryptologic experience" are to 
the main specialists. While there ere exceptions, specialists do not oormally - 
develop into generalists . This comment is not pointed eolely at military-mem 
ffilTifiiUff f yyptologic technicians . Accountants and lavyora are also epeclallmte 
Who am a rule tattle* poor top executives, the exceptions being so few that they prove 
the rule, furthermore, military -sea civilian technicians ere seldom developed 
for over-all executive direction; rather, promotion to top military-rank oivil 
^ n yyyjL<*e grade often depend* on proficiency in a well-defined special field. 

There is such » professional mm ma "executive generalist." This type of 

man it far more effective in tit nop executive position than is the specialist 

* 

because he not only* develops ore objective qualities ofmind but also has more 
Skill in weighing diverse factors and coming to a conclusion on the basis of the 
Several specialist points of view. The generalist can and should be appointed 
to the top executive position. Be will usually he found in eivilian-liie gjgQg 
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